Approved For Release 1999/09/20 : CIA-RDP78-04718A002200030004-2

A B BBl

25X1A6a I 25X 1A6¢

10 s Chief of Station,
Chiel of Station,

PR 3 Chief, SE

SORJEGT: General:  Adwirdstirabive
Spocidics Fitness Reporis

CIOR RREQUESTEDs Eternal Vigilancs

1. For some time now I have heen beccalyy more and mors depressed by
the polutlaneness of our fitness reports. They are still so unifoewmly hist
z# to have ainost no meaning, snd wntil we radieszlly reform our practice “hay
A1) continue to be & complete znd enormous wagte of time.

?. Souwe nonths azo I had twenty-five reports picked at random awl ans-
Iyzed. Since the old forms wers 3141l in use, the raters had checked Jil:y
itoms on each of twenty-five individeals, for s total of 1250. OFf these 1250,
42 ware abovs average ard 351 were outstandingt! Twenty-ssven were "not obe
sarvad®, which leaves cnly 230 for the whole renge of swerage snd beloy sersgs.
Thue, when comared with one snother, cur pascple are all above average ¢
bebber in mome Than eignty per cent of all traits observed. New like the
Widte Quasen I can balisve threo imposaible thirgs before breakfest, et lanet
most woraings, bub this i ssking too much. 3tudy the te«a‘i:au‘ia%.:i,m attoched,
sod T hope it docke se ridiculous to you as 1% does to me. Seven of the
vaenty-five randem-sanole employess are outztarding in from hﬁbﬁ‘h‘i"ﬁfﬁm ey
thirty-elight differant Weys. - lot- one -of tha.twenby-five leu®t cutstonding in ;
a2t least eno respecht -- probably "security coneciousness,” aince I nobtics |
+hat in thaw paaﬁsiculm" every sinzle ons of our pecple ebemds eut abowe =il -
Wls fellows. The whols system roninds yon of the islavd of Berataris, wiues
“he gondolior-kings sbandoped all effort to dircrininate among vavying dagraes
of merit?

ihe Noble Iord whe rales the State-

The Noble le¢rd who cleans the plats-

“he Noblez Lord who scrubs the grate~
They il shall egual bel

The leord High Bighop orthodox=

the lord High Coschman on the box-

The Lord High Vegabond in the sftocks-
They all shall eqgual bel '

Hab you'll vemembar that tha systeom broke dowm uader the sarne weight of
maafinglessness thet mokes noneense of our Tiiness reporte:

then your heve nothing elee to wear
But cloth of gold and satline rare,
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In short, whoever you may be,
To this comclusion you'll agree,
When svery one is somebodee,

“hen no onets anybodyl

3. 1%d hoped that the new fitness report, Form 45, would help super-
visors make mores discriminating and meaningful judgments. And indeed the
recent repords are a little better; at least there are a few more ratings of
average, though it is still true that almost no-one iz ever dbelow average in
any rospact whatever. They are still far too highs I have before me, for ex-
ample, & fitness report on a secretary who is outstanding in twenty-two out of
thirty tralts, above svorasge in seven, not cbserved in one. I have no doubt
ahe is pood, but is cne that good? And they still contain internal contra-
dictions, though it 1 frue that the worst examples I can quote on that score
are Trom the old fomms:

2. Of o clerk stenographer it is said "In her desire to do her job well,
gha has, occasionally, an unfortunate manper verging on bossiness.”
Yet om the same page the rater has marked "above average"” in boxes
which say "Gets along with pesople at all sgocial levels, can get along
with pecple, stimulating to asscciates, effective in discussions with
associates, thoughtful of others, his criticiem is constructive, ablue
to influence others,” stc. And in the box for "facilitates smooth
operabtion of his office™ he marked "outstanding®™! The whole report
i8 8o tender-minded that when you see the rater has merked her way
down to average on "unemotional, calm, aven dispositiom,™ you take
4% that he really means Tar below average, and get a montal pice
tura of a virego. It's all probably quite unfair to the girl.

%, Of sn intelligence officer it is maid st some length that he lacks
Torcefulneess and salf-assurance, But of the fifty traits checked
iwwdiately above, not cne is lower than abowve average, inclwding
#ean mnke decisions on his om, stimulating to his associates, able
%o influence cthers.® Apparently the rater wae az ruthless as he
eoaid Fforcoe himself to be when he maried these traiis in only the
lomst degres of "above average®.

he Of courge I don’t need to lecture the old hands who are as experisnced
a2 T an; aboudt ths futiiity of all this. But I'd like to remind everybody of
“ne practical consecusncss:

#, We've had & good deal of discussion and corrsspondence about the
pexi for £filling a particular Job overseas with a new man from out-
gide the Station, baczusse no one now pressnt is good encugh to taoke
on the job, Surely I can be forglven for taling so long to agree
with the Station that a new msn is needad, when the principal caxli-
dabe already oo hand 48 officislly Jjudged to be ocutstanding in almost
211 ths qualities the job requires, and above average in all others.

5. Ons man recently had his promotion held uwp for a couple of monthz bee
vanste his fitness report showed him cutstanding in forty-five of the
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impatientnoss due to his driving enthusisgn and determination to

get on with the job") caused the rater to downgrude the other five
trsite ("ceuticus in action, calm, able to do his job without

strong support, implements declsioms regardless of his owm feelings,
thaughtful of cthers”) to merely the highest degree of above average.
Since such a report is altogether incredible, and casts very strong
doubt on ths objectivity and judgment of the rater who recommended
hin for premotion, I peramcnally held wp the promotion in an attempt
to ¥ind someons who could give me a more balanced and bellevable
view. If that was unfair to the individual the blame rests with

the rater, who has consistently made his subordinates look lmpossibly

perfect.

25X1A%9a
You may remember that I spent a good deal of time, as did GGG
o verious boards and pansls set up to get rid of the fow incompetent
paople and the rather more numerous marginal and mediocre people we
all know to be in the Agency. After a couple of years of such efforts,
we have managed to get rid of one person by means of the Chief KU-
BAHK¢s powers wnder public law, for reasons of unsatisfactory per-
fomumnce. In case after case, we found ne justifisble grounds for
action because of flattering fitness reporte aigned by the very
supervisors who brought the cases to our attention for dispossl.

Ir chort, owr fitnese reporting is unfalr 4o the outfit and to the

sndividusl, and a celsmitons waste of time. Bub it need not be, if we:

A

be

d.

Reveras the inflsticnary trend, by using words to mean absoiutely
Titerally what they say.

Recognise that 14 is normal, rather than disgraceful, to be average,

o belmr average, or even far below averags, in this or that sspect

of perfurmance, The caliber of the pecple in this outfit is very

high, ao high that all-round good performance deserves no better mark
thap average, yot surely no-one is nct deficient somewhers. Anybedy
who wants to convince me that an employee 1# sbove average or better
in every possible trait and every possible aspect of his work will have
%o prove it with a lot mere psrouasive evidence than a bunch of sasy
check-narks ard some glib pessyfooting languege of the sort quoted in
paragraphe 3 snd L above.

Take speecizl plans to write honest paragraphs. They will alweys be
move meardngful than checkemarks or muibors, and will always receive
more weight in any review of performance.

Creck down on all supervisors. Thoy too are judged by the fliness
roports they write. Your owmn fitnass reperts on supervisors unier
you should characterize candidly their performance as raters, with
wiverse soxments on all who continue to value tender-mindedness
above hardheaded objectivity.
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&. I'm sending yom each ten copies of this memorandum, and circulating
it to all SE supervisors in Headquarters, so that together we can try to make
shase fitness veporits nesu something at last.

25x1AGY
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Review of Fitneas Reports:
Outgtanding Above Aversge Not Observed
L. 3 2
2. 5 2? li
3. 8 27 1
h. 2g 22 0
5. 2 38 1
5, 9 30 6
[C 9 32 0
8. 35 15 0
9, 10 Lo 0
10. 2 48 0
. k] 35 I
1z. 38 8 1
13. 1 26 1
. 22 28 0
5. 30 : 19 0
;1!:,6; 1;1 h1 2
17. ‘ 9 0
18. 15 "~ 35 0
19, 2 30 0
20. 29 21 4]
21. 6 12 1
22. 10 22 1
23. 2 17 3
2}, 33 16 1
25, 25 22 0
351 642 27

Out, of pogsible 1250, 993 items ave Outetanding or Above Average
Out of possible 1250, 230 items are Average or Below Averuge (27 Not Observed)
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